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MEMORANDUM FOR :  Director of Personnel ! /

THRU

-k

.. Deputy Diroctor for Support

Young Officor Productivity and
Personal Satisfaction

1. Thanks to the material which you, the IQ and others
gatherad for me, I was able to reply to the Dirsctor's questions as
to what we have done about evaluating employec attitudes over the
past sevoral years, I also reminded him of the study currently in
procass in OMS. The attached notes of this conversation give the
general tone of the discussion, You will note the conclusion that I
should give some attontion to the problem on a regular basis in the
future, This obviously falls within the goneral responsibilitics of
the Executive Director. '

Z. It secrns to me that the Director's concern should be met
by two major steps:

(2) Periodic reports of new indications of employeo
attitudes, in order to bring to his attention studics as they
are produced on an incremontal basis., As a foundation for
this in the future, I suggesta compilation of the various kinds
of studies to date collected for mie. I would think a serni-
annual report of this sort henceforth might be of value.

(b) A similar periodic report of what steps are actu-
ally being taken to improve our performance on this gencral
topic. Weo have had a ono-time sot of mernoranda from the
Deputy Dircctors but I suggest that a somi-annual recap pre-
paraed by the Office of Personncl might be of value in high-
lighting new steps taken in various Directorates, 'and pointing
out areas in which porhaps more might be done.

v L AL o -

.+ 3,  Such compilations would be particularly useful if they °
were circulated not only to the top leadership but also down through
the Directorates, to the MAG, atc. + to show a broad range of employ«
@os what steps are actually being taken on this geneoral subject. This
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. should stimulate additional stops alse. It is of course imporiant
that theso periodic reports not become boilerplate assertions that
overything is fine but rather spacific accounts of new steps ta.kon -
or new developments in this field, both goed and bad,

4. In the course of my reading through the various docu-

. ments provided me, a sories of spoecific thoughts carne to mind on
which I'would appreciate your comuncnts., Some might already bo
in process, some might bo impractical but some might be the sub-
jact of additional study or effort to ixnplement:

{a) Fitnegs Report. . _ The current Fitness
Report calls for a rating and comment by the supervisor on
the employee, The employce gots a chance to see it, to in-
sure accuracy and fairness and to advige him how he is doing.
It might be feasible to uss this wall-established procedure to
give the employee a formal means to comment on his desirves

- with respect to his porition. Thus a small section could be
included in the Fitness Repozrt in which the eraployee could
cormment as he might choose about his job, i.e., satisfaction
with his current prospocts, application for specific training

 to improve himeelf, application fbr transfer, ctc. I know
there are vehicles through which these various applicationa
can be submitted but it might be well to integrate thom into

‘.the Fitness Report in order that all employess might have a
vehicle through which to submit thelr recommendations on a
periodic basis., I am nottalking about a carcor plan but
rathor short-term applications for consideration fox trainiay

. opporxtunities, jobs opening up, etc, Cbviously thore would

- have to be some systom by which such applications would e
compiled and subjocted to roview and decision at the appro-
priate supervisory level. This would not seem too difiicult
for the normal office or division personnel officer.

(b) Jobh Vacancy Notices, I suspect that consider-
able could bo dona to formalize job vacancy notices and
thoreby open them to application by individuals who mighi
otherwine not hé considared for the jobs. There are obvious

. “problems involved in this such as security, job depcriptions,
. "._ directorate compa.rtmentahon, atc, On the other hand, 1
. sughast that a groeat numbor of jobs could be haudled in this
way (oven with limited circulation of the notice),
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{(c) Carcer Manacoment Officers. Do we hava any
procedure by which the activities of the Career Management
Officers can be reported in compiled form for review 4nd come
parison., Again the main objective is to develop a aystem by
which the ordinary employee can feol that there is somse con-
seious career management going on and that his future is not
in tho handas of chance. Boilerplate assurances that wa try to

 do this will not satisly the normal employso as much as somae

¢lear-cut report of what is actually doane,

(d) Rotation Within and Among Directorates, Since
one of the problems of the junior officers is a foeling of being

- locked into certain jobs or narrow career structures, I would

appreciate your commoaents on what we have been able to do and
Pl

. E might be able to do in the way of rotation, deapite the obvicus
| problems invelved,

(o) Carecer Sorvice Doardas. To what extent has tho
OS5I example of having junior officers serve on Career Doards
been successful and/or adopted elsewhore? {ag aome tech-

o nique been developed by which the results of Careor Scrvice
- Board deliberations can be made “"public” (on a classified baois,
' of course) within the Career Service involved?

(£) Annual Maeetinga, Saveral of the components, I
understand, have an annual meoting of all employses of the ,
component at which they can be given a general account of how
thoy are doing in the over~all picture, These are, of course

—aupplementary to the Director's "State of the Aponey" apoech,

- Director himaself and the Doputy Directors appear at & numbaor

1
A

which can only of course be given to a small sampla of the total

~agency persoanel. I would he intercated in the degres to which

. ship, but of that of its Deputy Director

thoe components are actually doing this &nd whether thore isa any
arrangement in the process by which the Director or Deputy

. . o \ IB
Directors might be iavited to speak during such meetings., The ILLEG

of training sessions and seminars but t}
small percentage of the total personnal.
the entire personnel of the compoeat, n

himdelf, would seom t0 be a usoful devi

EN
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{g) Womeoen, has had some vory good experi~ STATSPEC

" once with hiring woren o & half-time basis. I wender whethes
thin bas apphcatmn alsewhere, In o number of cases, a {ox
Cmer employee who resigned for faroily reasons might be ia
tha mrrket to raturn on & part-time basis, therchy.allowing v
to rocapture the investmont in her trailuing, briefing orvieatation
and work experienca. :

(k) Staff Aidoe. ¥Haa there been any general exporienco

4 with appointing relatively junior officers to positions ag ataiff
aides to cortain of the senlor officizls {Division Chief and above)
for @ tour, Tho advantage is tho oxpogure given the junior affile

. cor but also the communication that s provided through the ju-
‘nior officers in the component to the leadership. I would be
intovestod in your commaont on the dugree to which this praclico
existiy.

(i) During the on-going OMS study survey, I would hopo
that a careful cffort will be made to record not only personnel
attitudes but also their positive suggestione for betlier ways {o
handls this over-all problom of the smployee productivity.
. Thore are undoubtedly a numbor of usaeful idens which can ba
galned at this level and I think we should consciougly try to ra-
cord and snalyze them for possible implementation.

R¢t}1az~ than write a formal reply to this, may I suggest Lol wa
diacuss some of the ideas above a bit before woe dacido whmra we roisit
go with respect to this gensral subject in the future. I ami gure thnd
the Exocutive DRirector will be interosted in your commmeuts on thesw
subjocts befors you launch any extensive efforty to act on them,
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